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o use them effectively . tfe must apply ourselves. If you are a researcher 
you should use all sources and not be willing to submit yourself to arbit- 
rary limitations. If you are writing a paper on the steel industry of the 
boviet Union, you certainly would not limit yourself to one available 
textbook can the question. Why, then, limit yourself in your Intelligence 

3 t#U di.QS ? 


Modern methods are no substitute for the classical spy business. Nor 
can modern technology take the place in overt intelligence work of plain 
sweat and the application of brain power. But Hie parallel development 0 £ -v^ a 
or these new techniques will enable us to do our Job with greater success. 


I neither want to impinge upon the prerogatives of I 
nor do I want to bore you with a repetition of information which you should 
have received several times, but I would like to spotlight sane elements 

in the history of CIA so that we can attain a common ground for our dis- 
cussion. 


Most of you are veterans of at least one war, and you know the lowly 
position in which Intelligence was held at the outbreak of World War II. 

In fact, you could almost say that there was no position. Most of you, for 
example, saw Intelligence Officers used as Pi officers, sitting on courts, 
mess officers, and almost any other kind of sundry aotivity except Intelli- 
gence. Our war gaming, such as we had, was characterized by its almost 
total ignorance of the proper use of the Intelligence Staff Officers. 

We entered into this great conflict, then, with practically no clan- 
destine operations, and with our overt Intelligence in marked dLsrepute . 

We had to rely particularly upon the British Intelligence system, and 
thank God, it was a good one. We then began to develop both tactical and 
strategic Intelligence, but, a terrific gap still existed in clandestine 
inteliigence at the national level. The Office of Strategic Services, 
newly formed for that purpose, by and large performed in a magnificent 
manner, starting as it did from scratch. Each of the Services attempted 
to develop its own Intelligence operation, but most commander a did not 
avail themselves to the fullest extent even with the Intelligence which 
was available to them. 


I should like to draw upon ray am experience a bit at this point, and 
tell you of a situation which illustrates both the good uses of Intelligence 
and the difficulties one gets into due to a failure to use it. 


In mid— February 19LU, I was called into General Spaats’s Headquarters 
in London m T.D.Y. from ay Combat Wing Command, The purpose was to head 
up the planning for the participation of the Strategic Air Forces in the 
forthcoming Overlord Operation in Normandy. 

Simultaneously with me, there arrived at the headquarters for General 
bpaatz * s coordination, a draft of a plan for such participation prepared 
by the Headquarters of the Allied Expeditionary Air Forces under Air Chief 
Marshal Leigh-Mallory. 
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That plan provided for placing both the U.S. Strategic Air Forces 
and the R.A.F. Bomber Command (along with U.S, „nd British tactical medium 
bombers ) under Leigh-Mallory on 1 March or 15 March, I forget which. Their 
total efforf from that date onward would be directed against the railroads 
in France and the Lor Countries. 

My planning group took a dim view of this Plan, for it meant the al- 
most immediate and complete abandonment of the air attacks against Germany, 
just when our build-up was such as to make substantial successes possible. 
In that very month of February, we had our big week against the German Air 
Force and dealt them a severe blow — which "screamed" for a follow-up. 

As our planning group saw the situation, we were faced with a com- 
mitment which we in no way wished to duck, that is, to do the maximum in 
the power of the Air Forces to aid in the Normandy Invasion. We were 
all fully impressed with the prevailing world-wide opinion that the oper- 
ation would be a "blood bath" . The question was t In what way could we 
make the maximum contribution? Was it through acceptance of the Railway 
Plan to create "a railway desert" in the area? Or was it through seme 
other plan? 

Oxr reluctance to see the pressure taken off Germany spurred our 
search for alternatives. Sere’s where Intelligence came in. We assembled 
considerable Intelligence talent and had them do intensive research of 
several possible target systems, in Germany, that had a potential of aiding 
the ground battle. One of these possible systems was oil. 

In the meantime, due to our refusal yet to indorse the Rail Plan, the 
atmosphere was getting thick with pressures and acrimony. It was turning 
into the "Battle of the Century". 

Whan we were ready for a progress report, we went to General Spaatz 
and told him that our research was more and more tending to find that the 
Railway Plan would not be effective and that oil in Germany was coming to 
the fora as the best system. 

General Spaatz was distressed. He told us that for the last year in 
North Africa he personally had been preaching the doctrine that come in- 
vasion time in Europe, the Air Forces should all be concentrated on the 
railway system. He had succeeded in converting the principal leaders and 
new we were telling him to repudiate that, to say he had been all wrong, 
and urge them to accept something else. No — we would have to do better 
than that. Besides, the Rail Plan new had quite a head of steam. So he 
directed us to continue with our study. 

The day came when we were absolutely convinced of tee unsoundness of 
the Railway Plan. It had bean developed almost entirely as a result of 
preconceived ideas, with practically no Intelligence research. Fear ex- 
ample, we found that the German military traffic ran the French railway 
system required only $% of its normal capacity. Thus, 9%% of the capacity 
of the system would have to be destroyed before the German traffic, the 
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Interest, would be stopped. No one claimed that the pro- 
posed attacks would be anywhere near 9$% effective. Therefore, the pro- 
posed plan would only bring pressure to bear upon the French economy. 

These facts had not been considered. 

Of even greater importance, the contribution from the Air Force, above 
all others wanted by all the Allied Commander 6 # was air superiority over 
the beachhead on D Day and thereafter. Essential to this requirement was 
the progressive and material deterioration of the German Air Force. We 
estimated that such deterioration would take place only if there were to 
be in the meantime, continuous air battles in which the Qermans would suffer 
attrition. They would not come up to fight bombers attacking French tar- 
gets, but would in fact cheer us on. This factor was not considered by 
the Rail Plan proponents • 


On the other hand, attacks against important targets in Germany would 
serve a double-barreled purpose. Not only would we profit by the destruc- 
tion achieved on -the ground, but also in the attrition of the German Air 
Force. 


As to the target system in Germany best designed to weaken the German 
military machines, oil appeared far and away the leader. It would also 
serve a double-barreled purpose j that of decreasing toe mobility of toe 
German Arny and of progressively grounding the German Air Force, including 
its essential flying training. 

We presented these findings to General Spaatz who listened long, and 
uncomfortably. He spent hours trying to find holes in our data. H© then 
said he was convinced and undertook the disagreeable task of tinselling the 
allied leaders on toe Rail Flan. 


Spaata sent me immediately to Washington to enlist the support of 
General Arnold. I obtained, his moral support, but he very properly told 
me that he was helpless — that we must ourselves persuade General Eisen- 
hower. He reminded me that he, along with the other members of the Com- 
bined Chiefs of Staff, had committed all the Air Forces to support of the 
Invasion at the time called for by General Eisenhower and against the tar- 
gets of his selection or approval. 


The upshot of it was that we were unsuccessful - the solid front was 
maintained b* all other Commanders and Senaral Eisenhower felt oompelled to 
rule against the Oil Plan and for the Rail Plan. 


A major reason for our failure was the one flaw in our Intelligence, 
e did not know the level of to© German stored gasoline reserves. Thus 
we could not guarantee that toe oil at takes would immediately be felt at 
the beach head. On the other hand, the Rail proponents were not equ ally 
as candid and guaranteed a degree of success that any ground soldier could 
see would result in less fibre power on the beaches than if the rail system 
were intact. 
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So we launched the Rail Plan, and the German Air Force did stay on the 
ground and proceed with its wn rebuilding. 

In a few weeks General Spaatz could go to General Eisenhower and show 
him what was now a fact rather than an estimate of the future t the German 
Air Force was in fact growing rather than diminishing. 

An alarmed General Eisenhower then told Spaatz he could have three days 
on oil in Germany. We then anxiously watched the weather maps to detect a 
weather cycle that would promise us three successive days of bombing weather 
over Germany as well as operational weather in the base areas. We felt that 
three successive days would be required so as to get the cumulative effect 
of shock and also not to tip our hand on the new system before we could get 
in massive attacks. 

It was not until 11 Hay 19UU that we found a weather situation which 
gave us confidence of three successive days. Actually, we missed a duple 
of periods which turned out to be good, but we could not throw away those 
precious three days on a shoestring chance that the good weather would 
actually materialize. So on 11 Hay, we attacked. 

The results were spectacular. Every Intelligence medium and source 
bristled with clear cut information that the destruction was felt immediately 
— In the forward Division areas. There were almost no stored reserves. 

They were living a hand to mouth existence — or rather a refinery to front 
line Tiger tank existence. 

From that time on, no one ever got around to telling us that our three 
days were up and that we should return to the Rail Plan — so we stayed on 
Oil except when bad weather kept us in France, in which event we continued 
against the French railways. 

Then as D-Day neared, we switched our main attack to the Railway of 
France, but this time not against the marshalling yards of the Rail Plan, 
but against the bridges across the rivers in the immediate beach head area, 
plus some others for cover purposes. Thus we accomplished the objectives 
of the Rail Plan, but in an entirely different and effective way. 

The moral of this story is: get your facta, and use your facts. 

By the end of the war we had leaders who recognized the real need for 
National Intelligence and cut of the Office of Strategic Services, the Cen- 
tral Intelligence Group was formed, largely because it was obvious that 
national Intelligence had to be centrally coordinated. In further recog- 
nition of this, in September 19U7, when the National Security Act was passed. 
Intelligence was included. The Act created a separate Air Force, and our 
present military set-up, and, because of toe terrific publicity concerned 
with these changes, the average American did not realize that this Act also 
created the Central Intelligence Agency which you and I today serve. 

GIA was relatively small, certainly unknown even among those people 
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who needed, to know about CIA, and, I must state, was held in very little 
respect by the people who should have sought to build it up. Many of you 
are acquainted with these first struggling years, and most of you recall 
that the Korean War gave CIA the impetus that was necessary to push it into 
a position of prominence, as the Central Intelligence Agency responsible 
for the coordination of national Intelligence and Intelligence collection 
efforts. The Agency has now achieved the size whloh most of our national 
thinkers feel is adequate to perform its mission . 

The bodies are on board today to do our job. Hie re will be rela- 
tively little new reoruiting except in the clerical categories and to re- 
place our losses from attrition, unless we develop some new approach of 
great promise which justifies creating new divisions. 

There will certainly be some internal readjustments, both in line with 
our present needs and in line with future developments. CIA mist be a 
fairly flexible organisation and we must prepare ourselves to do more than 
just one specialised task. I am not decrying toe role of the specialist, 
for Cod knows, we have many things which require the finest specialized 
brains which we can obtain,. But if we are to accept the role as Career 
Intelligence Officers or as members of the CIA Career Staff, we must by 
the very terms of toe Career Servicd concept, make ourselves available to 
serve in any role, and at <my place, which is commensurate with cur capa- 
bilities and which is brought about by the developing need. 

Let us pause a moment and discuss the Career Staff concept. I am sure 
that among you there are mingled amotions regarding this development. I 
Would like... to state here and now that I feel that, internally, the devel- 
opment of the Career Staff in CIA is one of the most, if not the most 
significant development in CIA's coming of age. 

By now more than half of you should have received notification that 
you are qualified now to be members of the Career Staff. When you say 

“Xee" to the question of acceptance of this concept, you are declaring your 

intention to make CIA your career and to give It the best of your life's 
effort. Ion are accepting the responsibility of furnishing not only the 
firm foundation ^ but toe better part of the house in which our Intelligence 

function will dwell. By so doing, you will place yourself in a more fav- 

orable position regarding training, promotion and job security. 

It is not toe intention of the Director in establishing the Career 
Staff to furnish a refuge for the hangers-on, and I am aware that this 
charge has been made against the organization. The first and avowed in- 
tention of the Director is that by establishing a Career Staff, we have a 
core of people who have dedicated themselves to our task and on whan we 
may spend large sums of money in training and in developing their inherent 
characteristics because we can expect many years of faithful service after 
these expenditures. In return, these people — you people — will naturally 
advance in accordance with your capabilities. 

The Career Staff concept accents individual performance, and makes it 
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possible for the Indivi&ial to improve himself and to be improved. The 
national task with whioh we are faced is a monumental one, and I some* 
times think that the fate of the world depends upon, to a large extent, 
how we in CIA, do our job. It is fitting that this responsibility should 
rest upon people who have dedicated their lives and their careers to this 
task. 


How, this does not mean that people who are not members of the Career 
Staff will be looked Hewn upon or will be discriminated against. For one 
thing, many of you simply have not served the required time which forms the 
basis for admittance to the Career Staff. Others feel that they will give a 
year, or a few years, to this national effort and then they desire to re- 
turn to their civilian pursuits. Personally, I have a high regard for a 
man who will give up a lucrative position in American industry and cone 
into our Service, as a specialist to assist us in solving a specialised 
riddle. 


But we must overcome our past heavy dependency upon the specialists 
from American industry, and develop within ourselves, both the flexibility 
of generalization, and the high performance of specific operation. So 
that, rather than taking a block of one, two, or three years cut of the 
professional life of some industrial specialist, we can accomplish our 
mission with our own people, utilizing these industrial specialists in a 
consultant capacity. 

Now I have mentioned our success in national recognition in several 
fields. We have many other accomplishments to our credit, and some of us 
here in detail of certain of thoaa accomplishments. It seems odd that 

even in a select body such as this, the great mask of Security should hide 
those deeds which we might like to discuss with sach other. But we must 
remain eompartmented in the interest of national security, and therefore 
many of our major efforts must remain unde scribed here simply because of 
the old "need to know" axiom. 

It would be fine if I could discuss some of these outstanding ac- 
complishments of these past two years so -that we could all brag to each other 
about how good we are, I have the envia^ble position of being able to see 
the whole picture, and I want to assure you that CIA is doing a good job. 

It is bringing itself into a position where it can do a better job. The 
acceptance of this challenge requires our utmost efforts. 

Another recent development indicative of our leadership role in 
National Intelligence, is the establishment of the National Indications 
Center to support the Watch Committee. 

The mission of the Watch Committee of the IAC is "TO PROVIDE EARLIEST 
POSSIBLE WARNING TO THE UNITED STATES GOVERNMENT CF HOSTILE ACTION BT THE 
SOVIET UNION CR ITS ALLIES WHICH ENDANGERS THE SECURITY CF THE UNITED STATES” , 
Perhaps it is natural that in attempting to carry out this mission, Inter- 
agency cooperation has seemed to be the best, and really the only, way to 
do it. Ceriainly such a grave task requires the concentration of the 
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bruins, knowledge, efforts, facilities and collection efforts of the entire 
Intelligence community. 

She National Indications Center will receive from the IAC agencies, 
any information and Intelligence pertinent to the mission of the Watch 
Committee. Members of the NIC, through constant liaison with their parent 
agencies, and through the exchange of ideas among themselves, will de- 
velop evaluations and analyses of these indications for presentation to 
the Watch Committee at its regular meetings, they will be assisted in this 
wherever possible by appropriate agency specialists, and the regular agency 
"pre -Watch" meetings which are held in preparation for the IAC Watch Com- 
mittee meetings. In addition to the weakly sessions, the Watch Committee 
can be called into emergency session whenever information comas in tending 
to indicate an immediate attack. Furthermore , I hope to see that the Na- 
tional Indications Center is manned on a 2l*-hour basis. 

As a measure of my own belief in the necessity and importance of this 
function, X have accepted the chairmanship of the Watch Committee , effec- 
tive 15 September,, 

I was originally asked to speak to you on one of two subjects. Che 
of them is the Command Relationship Paper and the other is the Role of the 
Reserve Officer in CIA . They are both somewhat related and you will re- 
ceive next Monday from | | a considerable discussion of the 

Command Relationship Paper. This deals with certain aspects of CIA's 
activities in war tire . Chr peace time relationships with the Services 
have been generally quite good, but there is one major issue in the clan- 
destine fi%d which is still unsolved. This is called the "Agreed Activ- 
ities" question. The term derives from NSCID 5 which specifies that the 
1XJI shall conduct all espionage except for certain "agreed activities" by 
other Departments and Agencies. To date there has been no agreed determ- 
ination as to what activities should be "AgreetF*. It is ny judgment that 
it would be entirely appropriate to sketch generally for you what CIA's 
concept of the solution to this problem is. 

Under the phony peace conditions that exist today, the Services 
have certain Intelligence assets which are developed and maintained prim- 
arily for war-time use. These assete are now freely active for a broad- 
er use than would be true under hot war conditions. Naturally, attempts 
have been made to use these assets — and sometimes in fields overlap- 
ping on our operations. 

Regardless of what heat there has been in the past concerning this 
question, and what positions have been taken by CIA or others, we in CIA 
now support the following fundamental principles i 

a. a. The Services must themselves determine their needs f or an 

organic Clandestine Collection mechanism. We do not intend 
to dictate to them what those needs are. 

b. When operating such clandestine collection in the field, the 
operations must be coordinated by (and we do not say operat- 
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ed by) the Director of Central Intelligence. 

c. We fully recognize the responsibilities of major Theater Com- 
manders and are prepared to institute any reasonable safe- 
guards to prevent infringement upon their missions and security 
requirements. As a matter of fact, in wartime , the CIA field 
representative becomes a member of the Theater Commander's 
command. 

New, regarding the other subject which was suggested to me, I frankly 
did not want to limit ray talk on the role of the Reserve Officer in CIA, 
beoause there is much yet to be done in this field, and I do$ not want to 
be placed in the position of expounding to you my own ideas before we 
have established, in a coordinated way, exactly what that role will be. 

The past six months, however, have seen some marked developments which 
affect youk closely and, I believe, favorably. 

Three of your group got together last April and assembled information 
which may be the basis for the type of organization which you and I both 
seek in the furtherance of the dual capacity of a Military Reserve Officer, 
and a member of the Central Intelligence Agency, I am sure you understand 
that this is a difficult problem, but a major step forward has been made 
with a new relationship with your Air Forc e, and I want you bl ue-suited 
boys to know that your Commanding Qfficer,P | is the man 25X1 A 

most responsible for the mew and improved situation as far as the Air Force 
Reserve is concerned. Our' big problem in CIA Military Reserve is the old 
bugaboo of mobilization designation. 

The way we are approaching this problem is to first establish what our 
mobilization requirements will be. A separate Branch has been set up under 
the Assistant Director for Personnel to coordinate the Agency-wide require- 
ments in this field. Having arrived at this mobilization requirement, we 
will then study the possibility of having you, as CIA military reservists, 
become a part of those mobilization requirements. 

j Because of the immediate importance of our work, and because of the 

| difficulty in getting good Intelligence Officers, we have taken the posi- 
j tiem that your mobilization assignment is subject to the discretion of the 
if Director of Central Intelligence, This position has been recognized as 
I valid by the Secretary of Defense. This position has worked to cur detre- 
j i ment, however, in that the: Services, while granting us a certain amount of 
j training and pay, have done so largely out of what they consider generosity, 

; I while they frankly feel that they are postring just this much water down the 
j drain. We feel that thie attitude is being overcome slowly but surely. We 

are not only trying to arrange for recognition of reservists with raob- 
jj iliz&tion designation to CIA, as a part of the Services contribution to CIA, 
but we are also pointing out to the Services the advantages of having 
competent military personnel, trained up to date in military tactics and 
techniques, with the CIA. This does not mean that the Director looks upon 
you as a Service penetration of this Agency. Rather in war time as well as 
in peace, there must be the very closest relationships between the Services 
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and the CIA, and if we have as a part of our team. Individuals who are up 
to date on the modus operand!, the thinking, and the new techniques of the 
Services, they can certainly be expected best to serve our joint effort. 

I further feel that you can serve the Services in an excellent capacity 
in your specialties. Surely the Services are not burdened with so many good 
Intelligence Officers that they cajQiot use some good instructors in Intell- 
igence, If you have not developed yourselves to this capacity, you will in 
the future, or certainly should. In this capacity you can serve the Services 
in peace as well as in war, and X knew that tieny of you already have and 
will continue to do so. The real good for which we are striving as far as 
the Reserve Officer in CIA is concerned, is a composite organization large 
enough so that every Reserve Officer who desires to do so, on a purely 
voluntary basis, may maintain his status toward promotion and retirement 
under tne present Reserve System of the United States. 

I have already indicated several problems in this field, and there is 
another which is even more difficult and for which frankXy we have not found 
the answer. This in the case of a CIA employee who is sent overseas. In 
the past, many such instances have resulted in virtual termination of 
reserve activities, and I said "termination" not suspension. I want you to 
know that we are working cn this problem and that the answer at which we 
arrive must be one which is equitable to both CIA and the Services. 

A t is not our policy to attempt to get the Services to give us soma- 
ting for nothing. I think you, as responsible individuals, do not expect 
to be handed retirement points or promotion credits on a silver platter. 

;,I think each of you is willing to work for it, as evidenced by your attend- 
ance at these meetings, and by the fact that over U00 of yen took two weeks* 
•active training in this past year, and as further evidenced by the fact 
jthat many of you are working hard in correspondence work to improve your 
} military professional capabilities. CIA is proud of you for your efforts in 
what you are doing. 

We frankly feel that if you improve yourself in your military capacity, 
yen are also improving yourself In CIA because you are adding to your 
diversity and broadening the scope of your qualifications so that you are 
available for a wider range of duties. 

It is always a pleasure to have this opportunity to speak to you, and, 
after the break, X will do my best to answer your questions. 
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